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EXECUTIVE SUMMARY PRELIMINARY

INTRODUCTION

This Value Analysis (VA) report summarizes the events of the VA study conducted by Caltrans
District 11 and facilitated by Advantage Facilitation Services, representing RH & Associates, Inc. The
subject of the study was the District’s Oversight Processes as they apply to local projects on the State
Highway System (SHS).

The VA study was assembled to:

= Improve the oversight process for local projects subject to Caltrans permits;
= Clarify roles and responsibilities;
=  Streamline the conflict resolution process; and

= Develop/refine guidance and training.

OVERSIGHT REQUIREMENTS

Oversight projects are financed in whole or in part by a local agency. As the owner and operator of the
State Highway System, Caltrans carries the responsibility to uphold the design standards developed to
provide a safe and operable highway for the traveling public. The local agency shares the responsibility
for public safety. Caltrans provides oversight on any project within the existing or future state highway
right-of-way with a construction cost of $300,000 or greater, where the local agency administers the
construction contract. The type of permit and/or agreement between Caltrans and the local agency is
primarily based on the estimated project construction cost:

= More than $300,000 and less than $1 million — encroachment permit (in some cases). Certain
projects, such as those involving signal construction, landscaping, or sound walls, may require a
cooperative or maintenance agreement.

= Over $1 million — cooperative agreement and encroachment permit when sponsored by a local
agency; highway improvement agreement (HIA) and encroachment permit when sponsored by a
private entity

A local agency is defined as any public entity (federal, state, regional transportation planning agency,
county, city, or other local government entity) that sponsors or administers a construction contract on the
state highway system. In addition, any private entity that sponsors or administers construction contracts
on the state highway system can be considered a local agency.
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PROCESS ANALYSIS

The VA team analyzed the oversight processes using a variety of Value Analysis tools and the VA job
plan.

A combination of a pre-study surveys and interviews, combined with VA team discussion, resulted in
identifying a number of potential problem areas including, but not limited to, the following:

» Unclear communication of expectations in all directions

= Lack of response to issues and problems until they reached crisis status

* Inconsistent interpretation and application of Caltrans standards and requirements

= Apparent inexperience of some designers and construction staff with Caltrans projects

= Slow review and response times

=  Apparent lack of trust
These issues formed the basis for discussing what works well and what needs improvement with the

current processes, identifying evaluation criteria, generating ideas, and especially developing highly
ranked ideas into VA Alternatives.

Using function analysis and Function Analysis System Technique (FAST) diagramming, the team defined
the processes for partnering and oversight in functional, verb-noun terminology. It should be noted that
the term partnering, as used in this context, does not refer to the formal construction partnering process.
Instead, it has to do with Caltrans being a good partner with the local agencies and other stakeholders
involved in local projects.

The FAST Diagrams for the processes indicate that Approve Project is the basic function of the oversight
process, and Foster Collaboration is the basic function of the partnering process. Foster Collaboration
also appears as an all-the-time function on the oversight process diagram. Some of the other functions
shared between the two processes include Align Goals, Identify Risks, and Resolve Conflicts. The
partnering and oversight processes are closely related in terms of overlapping functions and achievement
of ultimate Department goals.

Performance criteria were developed in cooperation with the VA study sponsors. The following factors
were used throughout the study to evaluate ideas and alternative concepts:

= Schedule

= Customer Satisfaction

= Decision-Making

= Scope Definition

* Impacts on Risk

= Impacts on Context Sensitivity
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For each creative idea considered, the team indicated how the oversight process might be improved or
degraded by the concept relative to each of these criteria. In addition, the team considered which of the
following key functions were supported by the concept being considered:

= Foster Collaboration

= Promote Respect

=  Build Trust

= Define Accountability

= Align Goals

= (Create Awareness

= Approve Project

= Review Plans

= Offer Solutions

= Identify Risks

= Transfer Knowledge

= Communicate Expectations

Implementation authority and timing were also considered.

VA STUDY RESULTS

The VA team developed nineteen (19) VA Alternatives, including four (4) Process Suggestions, briefly
described below, to address improvements in the oversight process. Most of the alternatives propose more
formal communications, documentation, and partnering activities to enhance the working relationships
between Caltrans and local partners.

Short Term Implementation — Caltrans D-11 — 6 months or less

» Alternative 1.0: Develop a communications plan for projects under $5 million; the alternative
includes a template for a communications org chart to be customized for each project.

= Alternative 2.0: Create a guidance document outlining a formal process for documenting oversight
activities from start to finish; the alternative includes a list of items to include in the guidance.

= Alternative 3.0: Publish a tri-fold pamphlet with guidance and reference information for local
partners. The alternative includes a draft of the proposed pamphlet.

= Alternative 4.0: For projects under $3 million, prepare a MOU or Charter at the end of the
IGA/CEQA review to identify goals and expectations, project scope and sensitivity level, schedule,
and the working team from both agencies.

= Alternative 5.0: Establish a dispute resolution ladder (DRL) at the beginning of the oversight process.
The alternative includes a proposed DRL to be customized with individuals’ names for each specific
project. A template for Elevation of a Dispute Memorandum is also included.
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Alternative 6.0 — Process Suggestion: Establish a scheduled systematic review process and procedure
to ensure all Caltrans staff that will be involved in oversight are updated and informed of projects and
their status. A process similar to this is being initiated in Planning IGR.

Alternative 7.0: Institutionalize the Lessons Learned Survey that was developed and distributed prior
to this VA study, for use on future projects.

Alternative 8.0: Require a Caltrans staff member to visit the project site and meet with local agency
staff when a project has been deemed sensitive.

Alternative 9.0: Provide space at the Caltrans D-11 offices for local agency staff to facilitate review
and approval of project plans.

Alternative 10.0 — Process Suggestion: Emphasize the importance of existing guidance related to
Design and Construction working together throughout the oversight and construction processes.

Alternative 11.0 — Process Suggestion: Create an award/recognition program for local partners and
stakeholders for successful projects. The program may be similar to the “Excellence in Partnering”
and “Partnering Success in Motion” awards currently managed by the Caltrans HQ Construction
Division.

Short Term Implementation — Local Agency — 6 months or less

Alternative 12.0: At the City’s discretion, send the Site Plan Review (SPR) to Caltrans and the
Imperial County Transportation Commission (ICTC) for additional general comments.

Alternative 13.0: Develop local agency template conditions (similar to Caltrans Special Provisions)
at the SPR for all projects that may potentially impact Caltrans facilities.

Alternative 14.0: Develop a sensitivity (importance) rating system for local projects. The alternative
includes a proposed rating form.

Longer Term Implementation — Caltrans D-11 and/or Headquarters — Timing TBD

Alternative 15.0: Promote formal Partnering through inclusion in the coop agreement for projects
ranging in cost from $3 million to $10 million.

Alternative 16.0: Develop an Oversight Manual for the project development phase of locally funded
projects. The alternative outlines suggested contents.

Alternative 17.0: Initiate a formal Partnering process between the local agency and their consultants
and Caltrans at the end of the IGR-CEQA process and continue through construction.

Alternative 18.0 — Process Suggestion: Host an annual networking event at Caltrans D-11 for locals
to present project exhibits for D-11 cross-functional feedback.

Alternative 19.0: Implement training for both local partners and D-11 staff to increase awareness of
typical Caltrans issues and performance requirements, and to improve internal and external
supplier/customer relationships.

The detailed VA Alternatives and Process Suggestions are included in the VA Study Results section of
the report.

The VA team also recommended to District 11 management that future collaborative projects, especially
with Imperial County partners, include an equitable balance of travel and time by alternating locations for
project meetings that involve local agency partners. This would not only reduce overall travel time for all
parties, it would increase Caltrans’ awareness of local issues by visiting the project vicinity.
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IMPLEMENTATION ACTION

Due to contractual limitations, the District’s VA Program Manager will facilitate the implementation and
final report activities.
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VA STUDY RESULTS

To improve the oversight process, the VA team developed nineteen (19) VA Alternatives, including four
(4) Process Suggestions, that may be categorized as follows:

VA Alternatives 1.0 through 11.0: Short Term Implementation — Caltrans D-11
= May be approved at District level

* Implementation possible in 6 to 12 month timeframe

VA Alternatives 12.0, 13.0 and 14.0 Short Term Implementation — Local Agency
= Local agency approval required
* Implementation possible in 6 months or less

VA Alternatives 15.0, 16.0 and 17.0: Longer Term Implementation — Caltrans
= District and/or Headquarters approval required
* Implementation timing to be determined

A summary list of the VA Alternatives (including Process Suggestions) is included on the following page.
The detailed write-ups follow the list.
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SUMMARY OF VA ALTERNATIVES

VA Alternative Implementation
No. Title Timing
1.0 Communications Plan for Projects Less Than $5 Short

Million
2.0 Formalize Process for Documenting Oversight Project Short
Activities from Start to Finish
3.0 Create Pamphlet Type Guidance for Local Partners Short (Drafted)
4.0 Develop MOU or Charter for Local Projects $1 Short
Million to $3 Million
5.0 Establish Escalation Ladder at Beginning of Oversight Short
Process
6.0 Process Suggestion: Caltrans Quarterly Review of Short (Ongoing)
Active Projects Sponsored by Others
7.0 Institutionalize the Lessons Learned Survey that Short
Includes Local Partners/Key Project Stakeholders
8.0 Have a Caltrans Representative Do an Initial Site Visit Short
for Sensitive Projects
9.0 Provide Space at Caltrans Office for Local Agency Short
Staff
10.0 Process Suggestion: Emphasize Importance of Short
Existing Guidance Related to Design and
Construction Working Together Throughout
Construction Process
11.0 Process Suggestion: Create Award/Recognition Short — pilot
Program for Local Partners and Stakeholders for program in D11
Successful Projects
12.0 Local Agency Involve Caltrans Planning and ICTC Short
During Site Plan Review Phase
13.0 Develop (Local Agency) Template Conditions Short
(Similar to Caltrans Special Provisions) for Potential
Caltrans Impacts
14.0 Develop Sensitivity (Importance) Rating System for Short

Local Projects

District 11, Oversight Process Improvement for Local Projects on SHS

VA Study Results — 2.2



VA Alternative Implementation
No. Title Timing
15.0 Mandate Partnering During Construction Phase for all Step 1: Short

Local Projects Over $3 Million Step 2: Long
16.0 Develop Oversight Manual for Project Development Step 1: Short
Phase Step 2: Long
17.0 Begin Formal Partnering at Beginning of Caltrans Step 1: Short — pilot
Oversight Process program?
Step 2: Long
18.0 Process Suggestion: Caltrans Host an Annual Further study
Networking Event for Locals to Present Project required
Exhibits for D-11 Cross-Functional Feedback
19.0 Training for Local Partners and D-11 Staff Long
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VALUE ANALYSIS ALTERNATIVE C altl‘ ans
District 11, Oversight Process Improvement for Local Projects on SHS
ORIGINAL VA ALTERNATIVE NO.
FUNCTION: Create Awareness / Communicate Expectations IDESNO'
AG-6 1.0

Communication Plan for Projects Less Than $5 VA ALTERNATIVE SHEET NO.
TITLE: .

Million 1
EXISTING PROCESS:

Communication plans are a standard process for Caltrans projects above $5 million. It’s not required for projects
under $5 million or for oversight projects unless the local agency requests it and pays for developing it.

PROPOSED ALTERNATIVE PROCESS:

Prepare a communication plan for projects under $5 million, especially those in the $1 to $3 million range, that
follow the Permit Engineering Evaluation Report (PEER) process. The communication plan should include an
organization chart indicating names of people in charge of each task, along with a brief description of their
respective roles and responsibilities, from all participating agencies.

CURRENT ISSUE THIS WILL ADDRESS:

Lack of clarity on who’s responsible for what actions, both from the local agency and from Caltrans, increases the
potential for problems to escalate without having been addressed.

BENEFITS: CHALLENGES:

= Helps identify and attack risks before they occur = Plan needs to be kept current, and immediately

= Facilitates escalation of disputes, if needed, when updated when personnel changes

they occur (see VA Alternative AG-13)




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS C altrans

ORIGINAL VA ALT.
TITLE: Communication Plan for Projects Less Than $5 Million [DEANO. VA ALT. NO. SHEETNO.
AG-6 1.0 2

PERFORMANCE IMPROVEMENT
Using the rating system shown below, indicate how this alternative affects the overall process relative to the
following criteria:

Customer Decision- Scope Impacts on Context
Schedule +M |Satisfaction | +H |Making +H |Definition Risks +M |Sensitivity | +L
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address
time goals? defensible decisions | expectations of all prevent, or mitigate |desired/required
parties risks context sensitivity
+H, +M or +L (high, medium or low benefit) -H, -M or —L (high, medium or low degradation)

Elaborate on the noted performance impacts:

Collaboration and regular communication among the team will help to keep the project on schedule by reducing
the risk for surprises; increases awareness of each participating agency’s expectations which will help maintain
customer satisfaction; promotes timely decision making; and clarifies context sensitivity requirements from all
agencies early in the process.

IMPLEMENTATION CONSIDERATIONS:

Proposed approach may require a District policy to clarify the need for communication plan with local agencies.
Identify who (what position) in Caltrans will maintain the communication plan during the life of the project.

Organization chart should be completed by the assigned Caltrans Project Manager at the end of the IGR/CEQA
process to identify the teams.

COST IMPACTS:

VA TEAM RECOMMENDATION:

The VA team recommends this alternative be implemented.




VA Alternative 1.0
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VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

ORIGINAL VA ALTERNATIVE NO.
FUNCTION:  Align Goals [DEANO.
AG-8 2.0
TITLE: Formalize Process for Documenting Oversight Project VA ALTERNATIVE SHEET NO.
) Activities from Start to Finish 1
EXISTING PROCESS:

The oversight process comprises portions of various processes. One needs to be familiar with each of these
processes to understand the entire oversight process. Also, portions of the oversight process are not clearly
defined. The documentation of the oversight process has not been formalized and therefore no alert systems are
in place when a project comes to a standstill. It is up to those involved in the project to recognize and elevate
issues to executive staff members when they can’t be resolved at lower staff level.

PROPOSED ALTERNATIVE PROCESS:

This proposal would formalize the process for documenting activities throughout the entire oversight process. An
outline of what process(es) should be formalized is attached.

CURRENT ISSUE THIS WILL ADDRESS:

This will allow all parties involved with an oversight project to have access to a reference that clearly defines the
oversight process and what documentation is needed. This can also define how project responsibilities are to be
transitioned from one division to the next.

BENEFITS:

Creates awareness for all parties involved in the
project

Roles and responsibilities are clearly defined early
in the process

Defines expectations for all parties

Define oversight responsibility transitions from
one division to the next

Establishes ground rules for these projects

Establishes notification requirements to executive
staff on project status

CHALLENGES:

= Complicated approval process involving multiple
divisions within Caltrans

= Ensuring compliance could be difficult




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

) . } ] ORIGINAL VA ALT.
TITLE: Formalize Process for Documenting Oversight Project IDEA NO. VA ALT. NO. SHEET NO.
) Activities from Start to Finish AG-8 2.0 )

PERFORMANCE IMPROVEMENT
Using the rating system shown below, indicate how this alternative affects the overall process relative to the

following criteria:

time

goals?

defensible decisions

expectations of all

parties risks

prevent, or mitigate

Customer Decision- Scope Impacts on Context
Schedule +H |Satisfaction | +M [Making +M |Definition Risks Sensitivity
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address

desired/required
context sensitivity

+H, +M or +L (high, medium or low benefit)

Elaborate on the noted performance impacts:

-H, -M or —L (high, medium or low degradation)

Implementing this alternative would improve all parties’ knowledge of what to expect throughout the project. It
would inform all parties of what needs to occur at what time throughout the life of the project, including what
might require a response to specific issues as they arise. This allows project advocates to anticipate what to
expect and when awareness needs to be increased based on project sensitivity.

IMPLEMENTATION CONSIDERATIONS:

Executive Staff would need to adopt potential guidelines and the final flow chart explaining the oversight process
and what documentation is necessary for the project.

COST IMPACTS:

The proposed approach would reduce resource costs expended to educate local agencies on the process for these
types of projects. Would reduce project costs by reducing multiple reviews.

VA TEAM RECOMMENDATION:

The VA team recommends this VA alternative be implemented.




VA Alternative 2.0
Formalize Process for Documenting Oversight Project Activities from Start to Finish

Actions for Implementing
Policy Providing Guidance Document Defining Documentation Procedures for Oversight Projects

Items to include in Guidance:
* Define what documents are to be reviewed and retained within each phase
*  Document local agency’s and/or their consultants’ requests for information
*  Document Caltrans’ response(s) to all requests for information
* Establish basic ground rules and expectations for review comments such as justification for
comment made
* Require responses from project sponsor to each review comment within a specific timeframe
including how each of the comments were addressed (or not)
o Includes notifying Caltrans if a project is on hold or if conditions have changed such that
a response or action on Caltrans’ comments will be delayed
* Require Caltrans oversight engineer to synthesize all review comments from various Caltrans
Divisions and assess their appropriateness
o Resolve conflicting comments
o Identify potential interpretation issues
* Resolve conflicts during any phase of the project (planning, design, construction) using specific
past examples from both agencies to inform justification for a pro or con stance; use these
examples as a starting point for discussion
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VALUE ANALYSIS ALTERNATIVE C altl‘ ans

District 11, Oversight Process Improvement for Local Projects on SHS

ORIGINAL VA ALTERNATIVE NO.
FUNCTION: Create Awareness [DEANO.

AG-10 3.0

VA ALTERNATIVE SHEET NO.

TITLE: Create Pamphlet Type Guidance for Local Partners 1
EXISTING PROCESS:

Currently, the department/district doesn’t have any brochures/pamphlet/quick reference guidance to help our local
partners and their developers/consultants/contractors understand the necessity or the process to involve Caltrans
for protection of the state’s mobility investment.

PROPOSED ALTERNATIVE PROCESS:

Publish and provide a three-panel, double-side printed brochures to all local agencies within Caltrans D-11
jurisdiction (see sample brochure — page 3-4 of this VA Alternative).

Request that the local agencies identify a contact person to obtain/replace adequate quantities of brochures printed
by D-11.

CURRENT ISSUE THIS WILL ADDRESS:

Local agencies and their respective clients (developers/consultants/contractors) often don’t fully understand CT’s
IGR/CEQA, Design Oversight, and Construction Oversight’s processes, roles, and responsibilities, and are
unaware of the guidance information available to them.

BENEFITS: CHALLENGES:

= Relatively inexpensive to publish * Maintaining enough brochures in stock for local

. o . . agenci
= Handy reference for finding additional information geneies

=  Updating brochures to stay current (however, the
proposed draft brochure was drafted to be general
enough to stand the test of time)

* Increases accountability by clearly documenting
expectations and requirements

= Helps clarify the scope of the local project
development process




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS C altrans

ORIGINAL VA ALT.
TITLE: Create Pamphlet Type Guidance for Local Partners [DEANO. VA ALT. NO. SHEETNO.
AG-10 3.0 2

PERFORMANCE IMPROVEMENT
Using the rating system shown below, indicate how this alternative affects the overall process relative to the
following criteria:

Customer Decision- Scope Impacts on Context
Schedule +L |Satisfaction | +M |Making +L |Definition | +H |Risks +M |Sensitivity | +M
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address
time goals? defensible decisions | expectations of all prevent, or mitigate |desired/required
parties risks context sensitivity
+H, +M or +L (high, medium or low benefit) -H, -M or —L (high, medium or low degradation)

Elaborate on the noted performance impacts:

Hopefully, this brochure will help to prevent projects moving forward without (or with inadequate) consideration
of Caltrans’ role and responsibilities. This has the potential to avoid schedule delays and the cost of rework.

IMPLEMENTATION CONSIDERATIONS:

Except for the modest work involved in obtaining a final approval of a proofed/edited brochure, printing,
distribution and restocking tasks, there are no challenging implementation considerations.

COST IMPACTS:
The cost (from a printing company on the web) is about $750 for 10,000 brochures.

VA TEAM RECOMMENDATION:

The VA team recommends this VA alternative be implemented (the brochure is essentially complete).




Web Site Information
Sources

Daing Business with Caltrans
http://www.dot.ca.gov/doingbusiness.htm
v
Caltrans Local Development Review
http://www.dot.ca.gov/hg/tpp/offices/ocp/igr_ceqa.html
v
Caltrans Encroachment Permits
http://www.dot.ca.gov/hg/traffops/developserv/ permits/
v
Local Assistance Procedures Manual
http://www.dot.ca.gov/hq/LocalPrograms/lam/lapm.htm
v
Local Assistance Program Guidelines
http://www.dot.ca.gov/hg/LocalPrograms/lam/lapg.htm
v
Caltrans Division of Design
http://www.dot.ca.gov/hq/oppd/index.htm
v
Contractor Information
http://www.dot.ca.gov/hq/esc/oe/contractor_info/
v
CT Division of Construction Publications & Partnering
http://www.dot.ca.gov/hq/construc/publicationlist.htm
http://www.dot.ca.gov/hq/construc/partnering.html
v
Oversight Engineer Field Guidelines
http://www.dot.ca.gov/hg/construc/publications/
OverSightGuidelines.pdf

VA Alternative 3.0: Create Pamphlet for Local Partners

Caltrans Goals

- SAFETY -
Pravide the safest transportation system
in the nation for users and workers.

- MOBILITY -
Maximize transportation system
perfarmance and accessibility.

- DELIVERY -
fficiently deliver quality transportation
projects and Services.

- STEWARDSHIP -
Freserve and enhance Laliformia’s
resources and assets.

-SERVICE-

Promote quality service
through an excellent workforce.

Caltrans D-Il
4050 Taylor Street
San Diego. CA 32110

Phone: 619 B88-
E-mail: @dot.ca.gov

Building Together

District Il Reference Guide
For Working with Caltrans
on Local Projects
Impacting the Interstate
and State Highway System

- Caltrans Mission -
Improving Mobility Across Lalifornia

c '

aftrans
May 2011
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VA Alternative 3.0: Create Pamphlet for Local Partners

Impraoving Mobility is a

Collaborative Process

Cities, counties, Metropolitan Planning Organizations (MPOs),
Regional Transportation Planning Agencies (RTPs), and other
authorities work independently as well as with Caltrans in
the development of long and short-range improvement
plans. Transportation planning begins at the city and county
|level with the inclusion in their “General Plan."

The transportation elements developed in a local General
Plan are incorporated along with air, water, congestion and
environmental concerns into planning and programming

documents developed by RTPAs and MPOs.

Local Development-Intergovernmental Review (LD-IGR)

LD-IGR is a mandated ongoing statewide effort focused pri-
marily on avoiding, eliminating, or reducing to insignificance,
potential adverse impacts of local development on the
transportation system. Caltrans is proud to share our ex-
pertise with other jurisdictions and assist them throughout
their land use planning and decision-making processes,
consistent environmental regulatary goals, the Streets and
Highways Code, and numerous planning and zoning laws that
affect our stewardship of the State Highway System.

This Program is directed to use 'best practices' analysis
methodologies that focus on: improving person-capacity of
our multi-modal transportation system; efficiently maving
goods and services; and accurately describing transporta-
tion tradeaffs with other community values. These values
include: a sound business economy with housing near em-
ployment; a healthy 'climate change sensitive’ environment,
and equally safe access for both motorized and non-
vehicular transportation users.

Californians have long insisted that their governments at all
levels provide a high level of protection for the natural and
built environment, while accommodating growth.

Since the passage of 8B 45 in 1997, earlier and broader coor-
dination, prior to formal CEQA consultations with our local
partners, has increasingly been needed to insure that the de-
velopment community contributes a fair share to infrastruc-
ture insufficiencies. Now, with the advent of recent climate
change legislation, the role of the LD-IGR Program is expected
to expand due to the increased emphasis on regional transpor-
tation plans, with traffic mitigation programs, that implement
smart growth blueprints of sustainable community strategies

Local Assistance

Caltrans' Local Assistance Program oversees more than one
billion dollars annually available to over BOO cities. counties
and regional agencies for the purpose of improving their
transportation infrastructure or providing transportation
SErvices.

Context Sensitive

This funding comes from Solutions (CSS)
various Federal and A collaborative, inter-
State programs specifi- disciplinary approach

that invaolves all stake-
holders to develop a
transportation facility
that fits its physical set-
ting and preserves sce-
nic, aesthetic, historic
and environmental re-
sources, while maintain-
ing safety and mability.

[

altrans

cally designed to assist
the transportation needs
of local agencies. Annu-
ally, over 1.200 new
projects are authorized
through the Local Assis-
tance Program of which
approximately 700 are
construction projects.

Project Development Considerations & Design Standards

Developing a project, no matter the size or cost needs to
consider numerous environmental and situational factors.

The following is a partial listing of performance and safety issue
examples that Caltrans staff will consider when evaluating
project proposals.

» Trip Generation
» Travel Forecasting/Modeling
» Potential Traffic Conflicts
D> Congestion/Queuing
> Difficult Traffic Weaving
D Visibility/Sight Distance
> Vertical Clearance
> Adequate Vehicle Recovery Zones
» Traffic Control
> Design Speed
> Access Control
> Barriers
D> Signalized Intersections & Ramp Meters
D> Delineation & Signs
» Transit
» Bicycles, Pedestrians & Americans with Disabilities Act (ADA)
accommodations
» Cumulative Environmental Impacts
» Aesthetics—Landscaping
» lifecycle—Maintenance and Operations
» Minimizing worker exposure to traffic
» Temporary construction impacts

Commitment to Partnering

Effective Partnering brings teams together with a trained,
objective facilitator to establish common goals and build trust.
The measurable results include lower project costs, shorter
construction schedules, fewer disruptions to the traveling pub-
lic, safer jobsites, fewer claims and faster project close-out.
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VA Alternative 3.0:  Create Pamphlet for Local Partners


VALUE ANALYSIS ALTERNATIVE C altl‘ ans
District 11, Oversight Process Improvement for Local Projects on SHS
ORIGINAL VA ALTERNATIVE NO.
FUNCTION:  Foster Collaboration / Align Goals [DEANO.
AG-11 4.0
Develop a MOU or Charter (for Local Projects $1 - $3 VA ALTERNATIVE SHEET NO.
TITLE: S
Million) 1
EXISTING PROCESS:

A cooperative agreement is required for projects more than $3 million. A PEER is required for projects between
$1 to $3 million. Ifless than $1 Million, project should go directly to the permit office.

PROPOSED ALTERNATIVE PROCESS:

For projects under $3 million, prepare a MOU or Charter at the end of IGR/CEQA review to identify goals and
expectations, project scope and sensitivity level, project schedule, and the working team from all agencies.

At an early meeting, share Lessons Learned from previous projects to share corporate knowledge and use, as
applicable, on the new project.

CURRENT ISSUE THIS WILL ADDRESS:

Will help to align Caltrans processes and timelines with those of the local partner(s), so everyone is aware of each
other’s goals and expectations from the start.

BENEFITS: CHALLENGES:

=  Will help to build trust between the participating = Requires local agencies to be able to access
agencies Lessons Learned database

= Sharing lessons learned can help to avoid pitfalls = Will create an extra step to review and approve the

previously experienced MOU / Charter




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

TITLE: Develop a MOU or Charter (for Local Projects $1 - $3 (:gllailgg.L VA ALT. NO. s;ﬁAEATL;b.
~ Million) AG-11 4.0 2

PERFORMANCE IMPROVEMENT

Using the rating system shown below, indicate how this alternative affects the overall process relative to the
following criteria:

Customer Decision- Scope Impacts on Context
Schedule +M |Satisfaction | +H |Making +H |Definition | +H |Risks +M |Sensitivity | +L
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address
time goals? defensible decisions | expectations of all prevent, or mitigate |desired/required
parties risks context sensitivity
+H, +M or +L (high, medium or low benefit) -H, -M or —L (high, medium or low degradation)

Elaborate on the noted performance impacts:

MOUY/Charter will define the schedule for the project and the process to change the schedule. Customer
satisfaction should improve since both parties will sign the MOU agreeing to the scope and schedule of the
project. The MOU/Charter should include processes for decision making, identify potential risks in the project,
and allow all agencies to agree on accepting some of those risks. Finally, the MOU should cover all context
sensitivity requirements.

IMPLEMENTATION CONSIDERATIONS:

MOU/Charter should be drafted by the Caltrans project manager at the end of IGR/CEQA phase. The Planning,
Design, Construction, and PPM divisions should be part of this agreement from Caltrans side. The local
agency(s) should present the importance of their project with the funding plan.

Lessons Learned: Need to assign someone in the closeout group in Caltrans to maintain a database for lessons
learned (see VA Alternative DA-5 for method to capture the lessons learned). This database should be available
for local agencies to review.

COST IMPACTS:

There will be resources required to develop the MOU/Charter as well as to maintain the Lessons Learned
database.

VA TEAM RECOMMENDATION:

The VA team recommends this VA alternative be implemented.




VALUE ANALYSIS ALTERNATIVE C altl‘ ans
District 11, Oversight Process Improvement for Local Projects on SHS
ORIGINAL VA ALTERNATIVE NO.
FUNCTION:  Align Goals [DEANO.
AG-13 5.0
Establish Escalation Ladder at Beginning of Oversight VA ALTERNATIVE SHEET NO.
TITLE:
Process !
EXISTING PROCESS:

The existing process does not include a formal escalation ladder during the Project Development phase of an
oversight project. The Caltrans PM (C-PM) and Local Agency PM (LA-PM) take the lead in resolving issues.

During construction, if Partnering is used, a Dispute Resolution Plan is developed and implemented. This
includes a Dispute Resolution Ladder (DRL).

PROPOSED ALTERNATIVE PROCESS:

This proposal would establish a Dispute Resolution Ladder to escalate disputes during the Project Development
phase and require a DRL during construction (whether or not Partnering is used) on all Oversight Projects. The
DRL would be specific to that project and would outline specific roles for those listed. It would also outline a
timeframe for each level.

CURRENT ISSUE THIS WILL ADDRESS:

Unresolved issues can cause the local agency to develop plans that may not be acceptable to Caltrans. This can
cause significant schedule and cost issues when Caltrans is giving final approval of the Encroachment Permit.
During construction, unresolved issues can lead to work stoppages and/or unacceptable work. This also leads to
schedule delays and cost increases.

BENEFITS: CHALLENGES:
= Potential cost savings = Culture change to implement new policy
=  Keep schedule on track

= Improve relations between local agency and
Caltrans

= Improve decision making process




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS C altrans

TITLE: Establish Escalation Ladder at Beginning of Oversight ?3.'5;1”;3? VA ALT. NO. S,\;ﬁAEATL;&,.
- Process AG-13 5.0 2

PERFORMANCE IMPROVEMENT
Using the rating system shown below, indicate how this alternative affects the overall process relative to the
following criteria:

Customer Decision- Scope Impacts on Context
Schedule +H |Satisfaction | +H [Making +H |Definition | +M |Risks +M |Sensitivity | +M
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address
time goals? defensible decisions | expectations of all prevent, or mitigate |desired/required
parties risks context sensitivity
+H, +M or +L (high, medium or low benefit) -H, -M or —L (high, medium or low degradation)

Elaborate on the noted performance impacts:

Completing the project on time and within budget will be much more likely if issues are resolved promptly. This
in turn will lead to higher customer satisfaction. It will also expedite and document the tough decisions.

Project scope, risk management and context sensitivity will be improved because all parties will understand the
project and have similar expectations.

IMPLEMENTATION CONSIDERATIONS:

A District Policy Memorandum is required to implement this. Also, the construction guidance will have to be
modified to use this portion of partnering on oversight projects that are not using formal Partnering. Local
agencies should be given the opportunity to help develop this policy.

COST IMPACTS:

The cost to implement would be minor. There may be additional cost to document issues and there may be
additional meetings with management staff. However, the benefits could be a major project cost savings and a
decrease in schedule timeline.

VA TEAM RECOMMENDATION:

The VA Team recommends this VA alternative be implemented.




VA Alternative 5.0
Establish Escalation Ladder at Beginning of Oversight Process

Dispute Resolution Ladder

One of the cornerstones of partnering is the Dispute Resolution Ladder (DRL), also sometimes
called elevation of a dispute. Even when partnering is not being implemented, the DRL is a
critical tool to maintain communication and expedite project delivery.

At the top of the ladder are the two primary parties to the contract, Caltrans and the local agency.
If either of these project stakeholders has a dispute, the dispute resolution process may be used
by going through the appropriate primary parties designated in the escalation ladder below. Note
that these primary parties are supported by a variety of functional areas:

Within Caltrans: For the Local Agency:
= Planning = Planning
= Design = Engineering
= Traffic Operations = Consultant(s)
= Environmental = Contractors
= Maintenance = City Council

Each party to a dispute needs to understand the other person’s position and understand it well
enough that they can explain it to the other’s satisfaction. The process starts at the lowest level
possible for each organization and proceeds up through both organizations’ hierarchy, then on to
the neutral alternative dispute resolution (ADR) processes until the dispute is resolved,
preferably, or an impasse is reached.

A dispute is elevated to the next higher level when 1) an agreement cannot be reached at the
current level within the agreed upon time, or 2) if more than the agreed upon time has passed
without a solution, or 3) by request of one of the parties at the current level, after first informing
the other party, and with concurrence of those in the next higher level.

Caltrans
Design Construction Time to
Level Issue Issue Local Agency Elevate
I Design Resident City Project Engineer, 1 week
Manager Engineer Construction Manager or
DRL Resident Engineer
Il Project Project Project Manager 1 week
Manager Manager
v District Director City /County Manager 2 weeks
ADR \ Facilitated Dispute Resolution

* For Imperial County, DDD PPM




VA Alternative 5.0
Field Guide to Partnering on Caltrans Construction Projects

APPENDIX C
EXAMPLE ELEVATION OF A DISPUTE MEMORANDUM

RESIDENT ENGINEER LEVEL

Project Name: Project Number:
Caltrans Dist/Org: Prime Contractor:
This dispute is: __ A policy issue __ An administrative issue A technical/specification issue

List individuals and organizations affected by this dispute and its resolution, i.e. Design, Materials,
Maintenance, Local Government, Utilities, Other Governmental Agencies, School Districts, the traveling
public:

Name/Position/Organization:

Agreed upon problem: brief description of dispute needing further assistance for resolution:

Sub issues and dollars/days associated with each:

1. 4, 7.
2. 5. 8.
3. 6. 9.
Where we agree: Where we disagree:

Additional comments or recommendations:

Dispute resolved _ No Forward to next level on (date) at (time)
at this level? __Yes Describe resolution below:

If resolved, written feedback of the resolution was transmitted to Team Members and persons affected by
this dispute on (date) at (time)

Caltrans Resident Engineer Contractor Representative

July 2008 49
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VA Alternative 5.0


VALUE ANALYSIS STUDY
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

ORIGINAL VA ALTERNATIVE NO.
FUNCTION:  Define Accountability [DEANO.
DA-1 6.0

Caltrans Quarterly Review of Active Projects VA ALTERNATIVE SHEET NO.
TITLE:

Sponsored by Others 1

PROCESS SUGGESTION

EXISTING PROCESS:

Caltrans Planning IGR identifies through the environmental review process all on-system highway work that is
proposed and sponsored by either private entities or local public agencies. These proposed projects that are funded
by others are tracked by Planning IGR through what is identified as the “Project Sponsor List” and shared with
Deputies and Project Managers.

PROPOSED ALTERNATIVE PROCESS:

A scheduled systematic review process and procedure will be established to ensure all Caltrans staff that will be
involved in oversight projects are updated and informed of projects and their status. One mechanism that is being
developed is to provide a SharePoint application where project managers and other staff can actively view and
update the “Project Sponsor List” and be responsible to ensure information is current and correct. All new
projects, edits and changes will be tracked and monitored through Planning IGR. Planning IGR will send out
Quarterly “notices,” including any updates, and request that all project managers confirm the information is
current for their assigned projects identified on the “Project Sponsor List.”

CURRENT ISSUE THIS WILL ADDRESS:

This will assign responsibility and accountability to Caltrans’ staff identified as the Project Lead or Project
Manager and establish a process to ensure information is shared and updated on a consistent basis.

BENEFITS: CHALLENGES:

= Keeps Caltrans’ staff engaged ®  Many project managers and project leads involved
= Assigns responsibility and accountability (i.e., too many hands in the cookie jar)

= Improves staff efficiency and review time for -

Requires individuals to take ownership and

projects funded by others responsibility for updating projects

= Prioritizes oversight responsibilities

= Allocates appropriate resources in a timely manner

= Reduces costs and delay for project sponsors

= Ensures Caltrans design standards are met

= Streamlines permit review and approval

= Provides project managers and functional review
staff a current project status enabling consistent
bases for actions taken

®  No control over project development for projects
that are sponsored by others




VALUE ANALYSIS STUDY
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

Caltrans Quarterly Review of Active Projects Sponsored

TITLE: by Others

ORIGINAL
IDEA NO.

DA-1

VA ALT. NO.

6.0

VA ALT.
SHEET NO.

IMPLEMENTATION CONSIDERATIONS:

Currently working with Caltrans IT on implementation of SharePoint application.

VA TEAM RECOMMENDATION:

The VA team recommends this VA alternative continue to be implemented.




VALUE ANALYSIS ALTERNATIVE C altl‘ ans
District 11, Oversight Process Improvement for Local Projects on SHS
ORIGINAL VA ALTERNATIVE NO.
FUNCTION: Define Accountability & Foster Collaboration ";;:21\?' 0
TITLE: Institutionalize the Lessons Learped Survey that v ALTERNAT;VE SHERTRO:
Includes Local Partners/Key Project Stakeholders

EXISTING PROCESS:

Currently there is guidance for Lessons Learned project close-out procedures and a database to record and
categorize lessons learned comments managed by HQ Program/Project Management. There is also a person
designated within the D-11 PPM Division to support this activity.

http://pd.dot.ca.gov/pm/PMPI/LessonsLearned/index.asp

PROPOSED ALTERNATIVE PROCESS:

Towards the end of project close-out, invite internal and external project development team members and project
stakeholders to complete the “Survey Monkey” lessons learned questionnaire.

Create a database for inputting survey responses to track results and assess trends/recurring issues.

An annual report should be submitted to executive management and any comments necessitating immediate action
should be elevated to the Project Manager and/or PPM Deputy District Director.

CURRENT ISSUE THIS WILL ADDRESS:

Caltrans’ existing procedures for “Lessons Learned” is limited to internal feedback. The Survey Monkey
questionnaire (copy on following pages) developed as part of this VA study and used to collect information on the
Local I-8 Dogwood Interchange project is very different and more conducive for collecting both internal and
external “Lessons Learned” feedback. See exhibit of survey.

The survey is also designed to align the project with Caltrans’ goals. This will help focus survey participants on
how the ultimate project helps to advance the shared desires for optimizing safety, mobility, delivery,
stewardship, and service of the state’s transportation infrastructure.

BENEFITS: CHALLENGES:
= Demonstrates to local partners that Caltrans is = Dedicating a staff person to manage the survey and
interested in their feedback and concerns database program that also has the expertise to
ascertain when comments need immediate

* Demonstrates a willingness to acknowledge and

. attention
learn from mistakes entio

* Trend analysis can alert management on problems
that should be addressed by adopting new policies,
training and/or other outreach methods




VALUE ANALYSIS ALTERNATIVE
District 11, Oversight Process Improvement for Local Projects on SHS

Caltrans

. . . ORIGINAL VA ALT.
Institutionalize the Lessons Learned Survey that Includes IDEA NO. VA ALT. NO. SHEET NO.
TITLE: :
Local Partners/Key Project Stakeholders DA-5 7.0 2

PERFORMANCE IMPROVEMENT

Using the rating system shown below, indicate how this alternative affects the overall process relative to the
following criteria:

Customer Decision- Scope Impacts on Context
Schedule Satisfaction | +H |Making +L |Definition Risks +M |Sensitivity | +H
Keeping the project on|Did we meet our Ability to make clear, | Clarity of scope, and | Ability to identify, Ability to address
time goals? defensible decisions | expectations of all prevent, or mitigate |desired/required
parties risks context sensitivity
+H, +M or +L (high, medium or low benefit) -H, -M or —L (high, medium or low degradation)

Elaborate on the noted performance impacts:
The most important objectives the lessons learned survey addresses is customer satisfaction - Caltrans cares!

This type of forensic analysis can be very helpful when done correctly and consistently. Measuring the
effectiveness of how well we manage cost, schedule, scope, and overall project quality can lead to heightening
awareness and accountability for future projects.

IMPLEMENTATION CONSIDERATIONS:

Circulate for review and comment the draft Survey Monkey questionnaire to D-11 executive managers, key
functional experts, and key external partners and revise accordingly.

Develop a brief D-11 policy memo, to alert staff to the new business practice.

Project Managers should work with the D-11 Lessons Learned coordinator to develop a survey invite list for
comprehensive/equitable feedback.

Input survey responses into database (Survey Monkey can export into Excel) and elevate those comments deemed
important/time sensitive.

Publish an annual report of survey findings and trends, and highlight where the District is excelling and areas that
need improving.

COST IMPACTS:

Staff time to distribute, input survey data and develop annual summary report.

VA TEAM RECOMMENDATION:

The VA team recommends this alternative be implemented.




VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

|:| Local Agency

|:| Private-sector Project Consultant/Contractor
|:| Private-sector Stakeholder

|:| Non-profit Stakeholder

Other (please specify)

2. What was your primary role in regards to this project?

O Executive Manager (Project Decision-maker)

O Executive Manager

O Project Manager
O Design Manager

O Functional Manager
O Technical Support
O Administrative Support

Other (please specify)

Page 1



VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

3. What is your functional expertise in relationship to this project?

|:| Engineering - Technical Studies
I:I Environmental Review/Approval

|:| Landscape Architecture

|:| Program/Project Management

|:| Right of Way

|:| Traffic Operations

Other (please specify)

4. The following project elements were adequately assessed:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

Scope O O O O O
Schecue O O O O O
Cost O O O O O

5. Changes to the following project elements were effectively managed:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

O O O O O
Scheduie O O O O O
Cost O O O O O




VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

6. Project development expectations were clearly communicated for the following:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion
Programming/Funding
Project Milestone Approvals

Engineering Reviews &
Studies

Environmental Reviews &
Studies

Traffic Reviews & Studies

Design
Requirements/Exceptions

Right of Way and/or
Encroachment Permits

Constructability/Maintainability
Reviews

Construction Partnering
Construction Inspections

Quality Assurance/Control

OCO000O O O OO O 00O
OCO000O O O OO O 00O
OCO000O O O OO O 00O
OCO00O O O OO O 00O
OCO0O O O OO O 00O

Project Management (work
plans, communication plans,
risk management, etc)

Other (please specify)

7. Expectations for accuracy and completeness were met for the following project

deliverables:

Strongly Disagree Disagree

>
Q
2
@
@

Strongly Agree N/A or No Opinion

Environmental Studies &
Reports

Geotechnical Studies
Hydraulic Studies
Traffic Studies

Utility Studies

Item Specifications
Iltem Estimates
Design Plans

Material Testing

OO0O0OOOO0O O
OOO00OOOO0O O
OO00O0O0O0O O
OO00O0O0O0O O
OOO00OOOO0O O

Other (please specify)




VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

8. Adequate time was provided to effectively perform the following tasks:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

Data Collection & Analysis

O
O

Field Reviews
Study/Report Development
Study/Report Reviews

Plan Development

Plan Reviews

Cost Estimating

Project Development Team
Meetings

Construction Partnering
Meetings

Construction Inspections

OO O OOO0O0O0OO
OO O OOO0O0O0OO
OO O OOO0O00O0O
OO O OOO0O00O0O
OO O OOO0O0OOO

Quality Assurance/Control

Other (please specify)

9. If you answer "strongly disagree” or "disagree" to the previous statements, please
elaborate on the contributing problem/difficulty.

A

v

10. Documented agreements, guidance and correspondence were adequate to effectively
accomplish project tasks.

11. Did unforeseen events occur that adversely impacted the project?

O Yes, to a high degree

O Yes, to a moderate degree

O Not sure




VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

12. If the answer to question 11 was "Yes," please elaborate in the comment box.

A

v

13. What do you think went well with this project?

A

v

14. What do you think didn't go well with this project?

A

v

15. The completed project was successful in meeting Caltrans’ Safety Goal for:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

Motorists
Non-motorists

Construction Workers

0000
0000
0000
0000
0000

Maintenance Workers

Other (please specify)

16. The completed project was successful in meeting Caltrans' Mobility Goal for:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

Reducing Travel Times O O O O O
Inceasing Accessibility O O O O O

Other (please specify)

17. The completed project was successful in meeting Caltrans’ Delivery Goal for:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

Planning - Concept
Development

Project Approval -
Environmental Permit

Project Design

OO O O
OO O O
OO O O
OO O O
OO O O

Project Construction

Other (please specify)




VA Alternative 7.0: Example Survey

Caltrans D-11 Lessons Learned Survey: IMP 1-8 Dogwood City of El Centro

18. The completed project was successful in meeting Caltrans' Stewardship Goal for:
Strongly Disagree Disagree Agree Strongly Agree N/A or No Opinion

O O O O O
O O O O O
O O O O O
O O O O O

Natural Resources

Cultural/Community
Resources

Property, Equipment Assets
& Infrastucture

Fiscal Resources

Other (ple